
"CAN WE PUT ASIDE OUR PREFERENCES, OUR HOBBIES AND OUR BIASES 
AND RISE TO THE CHALLENGE OF SERVING OUR EMPLOYERS 

AND OUR TRAINEES WHEN THE CHIPS ARE DOWN-?" 

THE 'WINDS 
OF CHANGE" 

BY ROBERT 
F. MAGER 

Editor's Note: The following is a 
printed version of remarks pre-
sented by Dr. Mager at ASTD's 
1977 National Conference, held 
last June in Atlanta. 

In preparing my remarks for 
ASTD's 1977 National Conference 
in Atlanta last spring, the first 
thing I did was to review the talk I 
presented to this group back in 
1969. Perhaps, I thought, there 
might be some comments that I 
could use in 1977. In 1969, among 
other things, I said "It seems to me 
that we are using more sophisti-
cated and expensive equipment to 
achieve what often turn out to be 
wholly i r re levant objec t ives ." 
Well, there's one comment that is 
at least as good today as it was 
then. So I set that one aside and 
went back to look for more. 

I found that the main thrust of 
that 1969 talk was to illustrate the 
need for a performance analysis. I 
pointed out that if we agreed to 

train every time we were asked to 
do so, we would often find our-
selves using training as the wrong 
solution to problems of human per-
formance. I illustrated the need for 
the performance analysis with 
some of the 1964-65 European ex-, 
periences that led Peter Pipe and 
me to evolve the performance an-
alysis procedure we described in a 
1970 publication. 

And, in concluding that 1969 
ASTD talk, I suggested that a 
training department ought to be 
able to handle all of the skills asso-
ciated with the solution of per-
formance problems, so it wouldn't 
have to send managers to another 
store when training wasn't the 
answer. And then I suggested that 
trainers ought not to be satisfied to 
be called "training directors" just 
because one of their activities is 
training. 

I suggested that those trainers 
who are competent in the use of 
available techniques might better 
call themselves something like 
director of human performance 
technology. (That wasn't a very 
clever title but it did suggest the 
broadening scope of the training 

enterprise.) 
"Well," I asked myself, "couldn't 

I just give the same talk today?" 
Has anything happened during the 
past eight years to make those 
1969 comments obsolete? And, 
after reviewing recent history I 
was forced to answer in the affirm-
ative. So many things have hap-
pened, in fact, that I had to start 
from scratch. 

After reviewing the content of 
ASTD's convention program, I de-
cided to use this time to mention a 
few trends, highlight a few results, 
pinpoint a few challenges, and de-
scribe an impending crisis that 
scares the heck out of me. 

Trends and Events 
One current trend evolves from 

the broadening of the craft of in-
struction, a craft that now includes 
a variety of analysis techniques, 
and an increase in the number of 
design strategies, delivery mech-
anisms, and implementation strat-
egies. This increase in the number 
of tools in our training and per-
formance tool box has led to a 
trend toward specialization of 
function. Where just a few years 
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ago we saw training departments 
consisting mainly of stand-up 
trainers, we have seen a blossom-
ing of departments that include 
analysts, designers, and develop-
ers and evaluators, as well as those 
who specialize in classroom imple-
mentation. 

I feel that this is a healthy trend 
(if not carried to extremes), be-
cause it allows the light of day into 
the design and implementation of 
instruction. Rather than assume a 
single individual to be equally com-
petent in the skills of analysis and 
design and of implementation and 
evaluation, it provides a frame-
work within which each of the 
functions can be performed by 
those who can do it best. 

This trend toward specialization 
of function leads to another 
healthy change . . . one that pre-
vents instructors from evaluating 
the effectiveness of their own 
work. Until now we have allowed 
instructors to throw together some 
sort of evaluation questionnaire 
which was hastily handed out at 
the very end of a course. More of-
ten than not, these forms were less 
concerned with the effectiveness of 
the instruction than they were 
with the theatrical skill of the in-
structor. Did the instructor speak 
loudly enough for everyone to 
hear? Was the instructor interest-
ing? Did the instructor use visuals? 

This assignment of specialists to 
the task of evaluation should lead 
to sharper, more effective instruc-
tion. After all, management is 
much more impressed by evidence 
of an instructor's effectiveness 
than by evidence of his or her pop-
ularity. 

Behavior Principles 
Another trend is that of the 

spread of behavior management 
principles from the laboratory and 
therapy room to the classroom. 
More and more instructors are try-
ing to understand the nature of 
their trainees so that they might 
apply the basic reinforcement and 
modeling principles. There is more 
and more concern about what 
events might be used to reinforce 
desired s tudent performance, 
more effort to search out and elim-
inate accidental punishers of de-
sired performance. And there is 

more concern with identifying the 
obstacles be tween the subject 
matter and the student. 

There is more concern with ap-
propriate model ing . . . an increase 
in the effort among instructors to 
practice what they are teaching. 
We haven't always done that, you 
know. It's been OK to take an atti-
tude that says 'Don't do as I do, do 
as I say . . . ' the result of which 
was tha t we had hundreds of 
courses that talked about a subject 
. . . without ever giving students 
anything in the way of practice in 
that subject. 

While t he re has always been 
articulation between industry and 
technical schools, there appears to 
be an increase in the communica-
tion between indust ry and the 
community colleges. Industry is 
the prime consumer of the com-
munity-college graduate, and while 
such art iculation makes sense , 
there wasn't all that much of it in 
the past. The community colleges 
didn' t talk much with indus t ry 
about curricula, and indust ry 
didn't support the schools finan-
cially. 

Now, the two are beginning to 
get together on matters of mutual 
in t e res t . As one example, the 
Aerospace Education Foundation, 
with the blessing of the Depart-
ment of Defense . . . and the fi-
nancial assistance of industry . . . 
is making a variety of Air Force 
c o u r s e s a v a i l a b l e to c iv i l i an 
schools. Many of these courses are 
as valid in civilian schools as in mil-
i tary schools. By making these 
courses available, both DOD and 
industry are helping schools with 
the difficult task of keeping cur-
ricula current. In addition, we get 
double duty from the tax dollars 
that developed the course mater-
ials in the first place. For another 
example you might review the 
recent IBM experience reported in 
the June issue of the Training and 
Development Journal. 

An important trend is the grow-
ing concern for quality over quan-
tity. Whereas the alleged success 
of a training function used to be re-
ported in terms of the number of 
students processed per year . . . 
the number of films made . . . the 
number of courses designed . . . or 

the number of favorable comments 
wri t ten on those old evaluation 
forms . . . we now see success re-
ported in terms of money saved, 
errors reduced and competencies 
developed (just to mention a few). 

This shift of emphasis from pro-
cess to product, from instructional 
activity to instructional outcomes, 
may have the most far-reaching 
effect of all. It has already led to a 
trend away from the norm-refer-
enced lecture course and the old 
lecture-in-the-a.m. and lab-in-the-
p.m. routine . . . toward the criter-
ion-referenced individually paced 
course. 

As you know, this implementa-
tion strategy requires students to 
study only what they do not al-
ready know, allows them to move 
ahead at their own pace, but re-
quires them to study and practice 
until they can demonstrate their 
competence through measuring in-
struments that are strictly related 
to the objectives being assessed. 
This implementation strategy im-
proves both the efficiency and the 
humanity of instructional practice. 

And the design of courses has 
changed. Rather than designing 
instruction mainly by answering 
the question, "How much of my 
subject can I teach in the time al-
lotted, " the criterion-referenced 
approach leads to design which re-
sponds to the question, "What, if 
anything, must be taught in order 
for students to perform as 
desired?" Since the objectives for 
this type of instruction are usually 
derived from a task or goal 
analysis, the instruction is more 
tightly tuned to the needs of the 
corporation than was previously 
the case. 

Results 
If these are some of the recent 

trends, what have they done for 
us? Have they done us any good? 
Do we have any results worth talk-
ing about? 

You bet we have! I'd like to re-
view just a few of the results of the 
past few years, so that you can 
revel in these fruits of the instruc-
tional craft. . . . 

The South African Broadcasting 
Corp. teaches a variety of courses 
in the operation and maintenance 
of studio television equipment. 
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One course has to do with the op-
eration and maintenance of the 
studio transmitter, and until two 
years ago was taught in a lecture 
course that was six months long. 

At that point the course was re-
vised, using modern techniques of 
analysis, design and implementa-
tion, and now students learn in a 
mastery learning format, moving 
ahead on the basis of their compe-
tence. The instructor is available 
for help whenever it is needed, and 
students return to their jobs as 
soon as they can demonstrate their 
ability to perform as desired. 

Results? What used to be a four-
week course now takes trainees an 
average of only two weeks to com-
plete — a 92 per cent saving in in-
structional time, and a complete 
elimination of the need for a class-
room. 

Continental Telephone Co. has 
just run 400 trainees through a 
new criterion-referenced course 
designed to teach managers about 
the distribution of telephone ap-
paratus, and about how to docu-
ment the equipment their unit is 

using. Though the classroom 
course was 12 hours long for 
everybody, the criterion-referenc-
ed course requires only an average 
of five and one half hours to com-
plete. That amounts to a 54 per 
cent saving in instructional time, 
while assuring the desired compe-
tence of everyone who completes 
the course. 

The U.S. Army is making giant 
strides in the modernization of its 
training. For one example, they 
have modified their course in the 
diagnosis and repair of the IBM 
typewriter . . . a course that trains 
about 1,000 trainees each year. In 
addition to a reduction in training 
time of approximately 35 per cent, 
the Army finds that it no longer 
has to stockpile students until they 
have enough bodies to start a 
class. Training costs have been re-
duced about 15 per cent, and grad-
uates of the new course can per-
form as well as graduates of the old 
course who have had two years of 
field experience. 

For a second example, the 
Army's Crawler Tractor Operat-
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or's course originally required 
seven weeks to complete . . . for 
everybody. Now that the course 
has been modified to reflect the 
state of the art, trainees learn and 
practice only those things they 
don't already know, and are re-
turned to duty as soon as they 
have become competent. 

Ninety per cent of the trainees 
now complete the course by the 
end of the seventh week, with 19 
per cent requiring only three 
weeks to reach competence. Only 
10 per cent require one or more 
days more than the original seven-
week course. 

Benefits other than mere time 
savings are being realized, since 
classroom requirements have been 
reduced by over 50 per cent, and 
the consumption of fuel has de-
creased to the point where the 
Army reports a saving of more 
than half a million dollars per 
thousand students trained. 

American Airlines 
American Airlines is also report-

ing fuel savings in the millions of 
gallons per year in a course for the 
ground training of DC-10 flight 
crews. This course, which has been 
reduced from 15 days to an 
average of eight and a half, applies 
modern techniques of instructional 
implementation that assure each 
trainee just that instruction and 
practice he/she needs to develop 
the desired proficiency. 

An example from the U.S. Navy 
illustrates still another type of 
result achieved during recent 
years. In a course in computer 
flowcharting, students with low 
math aptitude reach the perform-
ance criteria as well as those with 
high math aptitude. Only about 60 
per cent of the low math aptitude 
students reached criterion in the 
old course. This doesn't mean, of 
course, that those with low math 
aptitude are as competent as those 
of higher math aptitude. What it 
does mean is that they learn to 
perform as well as needed to dem-
onstrate the desired level of profi-
ciency. 

Both the Los Angeles Police 
Academy and the Metro Washing-
ton D.C. Police Academy have 
modernized their curricula. Where 
trainees used to get almost all of 
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their instruction in a classroom, 
listening to the old sarge tell them 
how it was, they now work 
through a cr i ter ion-referenced 
course derived from analysis. They 
work at their own pace, and prac-
tice the skills until they can per-
form at least as well as the criteria 
demand. And when they can per-
form, they are finished. 

In Metro D.C., there has been a 
substantial savings of time, money 
and people, as trainees now re-
quire between 12 and 16 weeks to 
complete the course, in contrast 
with the previous 16 weeks for 
everyone, whether they needed it 
or not. 

Los Angeles prefers to graduate 
everyone at the same time. As a 
result, trainees who finish their 
course before the graduation date 
are free to work on instructional 
modules that will help prepare 
them for advancement. 

U.S. Air Force 
The U.S. Air Force currently 

teaches 2,343 courses in a wide 
variety of subjects. 

So far, they have modified 52 

per cent of those courses to oper-
ate more or less at the state of the 
art. Their expression is "Instruc-
tional Systems Design" and they 
talk about "ISDing a course." 
(Even so, there is a great deal of 
variability in the degree to which 
these courses have been modified 
to match the state of the art.) 

Nevertheless, the Air Force is 
reporting a savings of from 10 to 25 
per cent in the number of in-
structional hours required, with 
airman training reduced from 15 
months to an average of 12.7 
months. Now, that may not seem 
like a very large improvement in 
instructional efficiency . . . so let 
me put it this way. Had they not 
given these courses the ISD treat-
ment, they would need 4,000 more 
personnel to accomplish the same 
amount of training. 

While they still have a long way 
to go, the results of their efforts to 
date are impressive and laudable. 

Scandinavian Airlines reports 
an interesting experience. They 
had operated a 16-hour course for 
all employees returning from leave 

of absence (sort of a postpregnancy 
refresher). When this course was 
revised on the basis of a task 
analysis, however, they found that 
not everyone needed 16 hours to 
become competent . In fact, the 
course is now an average of only 
one hour long, about as long as it 
takes for people to prove that they 
can still do what they knew how to 
do before they went on leave. 

Not only is this a 94 per cent 
savings in time, but it has gone a 
long way toward wiping out the 
cost of the course. And in compan-
ies that have to do their training in 
many languages, that savings can 
be substantial, indeed. 

Xerox reports yet another type 
of result. By operating their course 
in the installation and maintenance 
of the 9200 in a self-paced, criter-
ion-referenced manner, hands-on 
practice both with the machine and 
its documentation has doubled. 
This increase in relevant practice 
has resulted in fewer on-the-job 
errors starting from the very first 
day on the job. 
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After 1 years in the making, American Management Associations 
proudly announces an important new MULTIMEDIA training program... 

Training and Development Journal, October 1977 — 15 



A good supervisor 
can probabl/ perform 
all the jobs 
in the department-
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handle this important—but time-
consuming—duty. 
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trainees to speed up the learn-
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AT&T 
One of the most interesting and 

best-documented examples of the 
application of recent instructional 
know-how comes from AT&T. 

Their course for Long Lines 
Craftsmen was originally 45 days 
long. When a task analysis was 
finally carried out it was found that 
a full 25 days of that course con-
sisted of irrelevant content and 
could be eliminated . . . dropping 
the course to 20 days. Then, when 
the remaining techniques of the 
state of the art were applied, the 
course was reduced another 55 per 
cent to an average of nine days. 

What is interesting about this 
example is this: though the course 
was reduced a total of 80 per cent, 
from 45 days to nine days, the 
largest portion of that improve-
ment came from application of the 
results of a task analysis . . . and 
of the change from group-paced in-
struction to criterion-referenced 
self-paced instruction. 

The cost to develop this new 
course was $350,000. But AT&T 
reports that between 1968 and 
1973 there was a savings of 
$37,800,000 from this one course 
alone. 

These are exciting results. The 
kind of results that make the heart 
thump in anticipation of tomor-
row . . . the kind of results that 
make one proud to be associated 
with the instructional craft. What 
tickles me even more is that there 
are many more results that might 
have been described . . . and that 
some of you are among those re-
sponsible for creating these re-
sults. 

So you see, we have a craft that 
is very much alive and robust. We 
have a collection of techniques and 
procedures that are generating a 
variety of benefits both for our 
companies and our trainees. We 
can say with confidence that we 
know how to design instruction 
that works . . . instruction that 
adds value to our organizations. 
We know how to do it more cost-
effectively than we could just a few 
years ago. And I think that kind of 
progress is worth crowing about. 

Next? 
But we still have work to do! 

There are still challenges to be 

faced. Interestingly, I think these 
challenges have far less to do with 
advancing the state of the art than 
with doing a better job of applying 
what we already know . . . of get-
tingon with the business of actual-
ly doing what we already know 
how to do. Let me mention just a 
few. . . . 

One challenge has to do with 
minimizing the obstacle of tradi-
tion. This obstacle is characterized 
by statements such as "I don't care 
how smart they are, if they haven't 
been around the company for at 
least six months, they can't pos-
sibly understand the job," and 
"But we've always done it this 
way." Now the drag of tradition 
isn't all bad because it provides a 
certain stability to our actions. 
Tradition is sort of the flywheel of 
activity holding us on a steady 
course. 

The problem arises when tradi-
tion holds us on a steady course 
that is obsolete . . . a course that's 
no longer functional. And clearly 
the tradition that causes us first to 
say how long a course is going to 
be, and then to decide what to put 
in it, is obsolete. Clearly the tradi-
tion that insists that all students 
study the same material . . . re-
gardless of what they already 
know how to do, is obsolete. 

The challenge of tradition is met 
by thinking carefully about each of 
our current practices and then 
either maintaining or discarding 
them on the basis of current value. 
For example, every course oper-
ates by rules or procedures, whe-
ther they are made visible or not. 
One of the ways to neutralize the 
negative effects of tradition is to 
write out all of the course proced-
ures that are now in effect, com-
pare them against the desirable or 
ideal characteristics of instruction, 
and then to make those course 
rules approximate the ideal as 
closely as circumstances will per-
mit. 

Another challenge derives from 
instructor ego. This obstacle is 
characterized by such comments as 
"I'm not about to stop teaching the 
things I like to teach just because 

.they aren't relevant to anything 
trainees need to know." Or, "My 
job is to teach it and your job is to 
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learn it and so I'm going to stand 
here and tell you all about it." 

The challenge is that we still 
have large numbers of instructors 
who are adept mainly in standing 
in front of a group of students and 
presenting them all with the same 
information, whether they need it 
or not . . . much as I am doing 
now. Many of these instructors are 
very good at what they do . . . it's 
just that much of what they do is 
obsolete. 

This challenge is met by recog-
nizing that we have a new ball 
game and that we need a new kind 
of player. Instead of selecting in-
structors for their ability to per-
form, that is, for their ability to 
function well on the instructional 
platform, we need to select in-
structors for their ability to coach. 
Rather than select instructors who 
are reinforced by student com-
ments about how well they organ-
ize and present their subject, we 
need to select instructors who are 
reinforced by watching students 
perform . . . who enjoy standing 
on the sidelines cheering like mad 
when they see their team making 
progress. 

The role of the instructor has 
changed during the past few years, 
and those instructors who have not 
accepted the challenge of this 
change are costing their companies 
more than they are worth. 

Manager Naivete 

Another challenge arises from 
the obstacle of manager naivete, 
characterized by comments such as 
"When I tell you I want you to 
make a film, I want you to make a 
film," and "I told you we have a 
training problem and I want you to 
design a course to solve it." 

Managers are pret ty good at 
using the tools of management, ex-
cept when those tools have some-
thing to do with people. When it 
comes to matters of human per-
formance, managers seem not to 
know the difference between prob-
lems and solutions, between means 
and ends. They talk about training 
"problems" without understanding 
that training is not a problem but a 
solution. They talk about having 
motivation problems, not realizing 
that an alleged deficiency in moti-
vation is an indication of poor man-
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agement rather than of poor train-
ing . . . most of the t ime. And 
they often exhibit a certain reluc-
tance to allow the application of 
the instructional state of the art, 
as though there were a fear that 
the consequence would shrink 
their position, their power, or the 
size of their empire. 

But manager naivete is largely a 
problem of our own making. Train-
e r s h a v e o f t e n b e h a v e d as 
idiotically and contemptuously to-
ward managers as teachers often 
behave toward parents. Trainers 
often behave as though managers 
should magically come to under-
stand every training advance . . . 
tha t managers should in some 
mystical fashion develop a strong 
appreciation for the value of the 
training establishment. In other 
words, trainers often behave as 
though they feel the management 
world should beat a path to their 
training door. 

No! The challenge of manager 
naivete is met by shedding some of 
our own. It is met by applying the 

same techniques to managers that 
we apply to training development. 
It is met by analyzing and under-
standing the nature of that target 
population . . . by using training 
resources to solve their problems 
rather than ours . . . and by com-
municating with them in their 
language rather than in ours. 

There is also the media chal-
lenge. There are more ways to 
present instruction today than 
ever, and many of these devices 
are inexpensive and readily avail-
able. Some of them are even easy 
to use. 

But the challenge arises not 
from the use of media, but from 
the misuse of media . . . by those 
whose thoughtless chant is to 
"mediate, man, mediate" . . . who 
sing, "Why don't you mediate this 
lesson?" . . . whose hit tune seems 
to be, "You've got to ac-cent-uate 
the media, " as though it were the 
media that made the instruction 
work rather than the substance 
displayed. 

Now, all instruction is presented 
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through some combination of 
media, whether those combina-
tions include projectors, books or 
instructors. And some combina-
tions will enhance interest value or 
teaching value. But to use sophisti-
cated media just because they are 
there . . . or because you happen 
to have a crush on them . . . to be 
a "mediamanic" . . . or "media-
maniac" . . . can be expensive, 
and can put obstacles in the path of 
the student. 

Example: We're still rather 
primitive in our use of television 
and film for instruction. Oh, we're 
not primitive in the creation of 
production value . . . only in in-
structional value. The chroma's 
fine, but the teaching is marginal 
in its efficiency. You know, when 
you hear some people talking you'd 
hardly know you were in a training 
department. You hear them saying 
things such as, "We're gonna lay a 
heavy mat of music under the 
intro," and "We're gonna increase 
the action with single-frame cuts." 
You hear them talking about creat-
ing "productions," about putting 
together "shows." 

I suppose this is inevitable when 
we recruit our TV and film people 
mainly from the entertainment in-
dustry . . . and then fail to insist 
that they learn as much about the 
craft of instruction as they know 
about their medium. 

There's no question that the 
proper use of media can do a great 
deal for the quality of our instruc-
tion. The challenge is not whether 
to use media . . . we have no 
choice . . . the challenge is to se-
lect media because they meet an 
instructional need rather than be-
cause they are fun to play with. 

The challenge is met not by 
eliminating "mediaman" . . . but 
by insisting that the media folks 
learn the instructional craft, or by 
making sure that they are closely 
supervised by people who do. Un-
less the media decisions are made 
by those who are competent in the 
craft of instruction, media can 
waste your company "one helluva 
lot of money." 

Finally, I'd like to mention a 
challenge that seems totally inevit-
able. Until now, most of our efforts 
have been put into improving the 



results of instruction . . . saving 
training time, and cost, while at 
the same time maintaining or im-
proving the performance capabili-
ties of the trainees. I feel that an 
imminent challenge will be to 
cause equally significant improve-
ments in course development time. 

Until now, we have tolerated 
sentiments such as "Oh, we don't 
have enough lead time to do a 
proper development job," or "It 
takes a hundred hours to develop 
one hour of instruction." Baloney. 
We can develop instruct ion far 
more efficiently than we have done 
to date. We can do it, in part, by 
carrying out several of the devel-
opment tasks in parallel r a the r 
than in series, and by using bits 
and pieces of existing materials 
rather than by inventing the wheel 
. . . over and over again. Eight 
years from now we should be able 
to report as many successes in the 
improvement of instructional de-
velopment as we are now able to 
report in the improvement of in-
structional results. 

So much for immediate chal-

lenges. There is an even greater 
challenge that I am convinced we 
will be faced with within the next 
few years. But to give substance to 
this challenge I need to review 
three or four trends of the Ameri-
can economy. Item: By its own ad-
mission, without massive infusions 
of new money, the Social Security 
Administration will probably go 
broke in four to five years. It is al-
ready heavily in the red, and your 
chance of ever seeing a dime of the 
money you have contr ibuted is 
rapidly diminishing. Even if Social 
Securi ty doesn' t manage to go 
broke, or to break the nation in 
trying to stay afloat, there is talk 
of not returning any of your money 
at all unless some bureaucrat de-
cides that you need it. 

Now, there's no way the politi-
cians are going to let it go broke 
. . . they are going to keep it going 
at any expense. And so, the presi-
dent has proposed an increase in 
the social security tax paid by indi-
viduals, an increase in the tax paid 
by employers , and he proposes 
further that, for the first time in 

history millions will be drained 
from the general tax fund. 

Item: In 1966, welfare cost us 
$4.8 billion per year. A mere 10 
years later the welfare cost had 
zoomed to $37.8 billion per year, 
an increase of more than 800 per 
cent! There are no signs of a level-
ing off. 

Item: The influx of illegal aliens 
has reached epidemic proportions, 
with anywhere between 600,000 
and 1.8 million illegals entering the 
country each year . . . some of 
whom go on welfare 30 days after 
they arrive. At this rate, within 
seven years 10 per cent of our pop-
ulation will consist of people who 
do not pledge their allegiance to 
our country's laws or customs. 
After all, if they respected our 
laws they wouldn't be here. 

In California, for example, for 
only $350 you can have an illegal 
alien delivered to your doorstep. 
For an additional $150-$200 they 
can get forged U.S. alien registra-
tions that open the door to employ-
ment . . . in your company. 

Item: In response to the "energy 
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crisis," Mr. Carter has an energy 
program. That program consists of 
a new tax on gasoline, a new tax on 
domestic crude oil, a new tax on in-
dustrial use of oil and natural gas, 
and a new tax on the use of the 
automobile. 

Item: Inflation is still roaring 
along at a rate of anywhere be-
tween six and 10 per cent, depend-
ing on whether you believe the 
government or your pocketbook. 
For example, eight years ago the 
food bill for a family of four was 
$49. Today it is $75 . . . and in 
1985 it will be $115. Eight years 
ago a hospital room cost $43 a day, 
today it costs $100 a day . . . and 
in 1985 it will cost $233 a day. And 
if the government takes over the 
health industry you'd have to be 
pretty naive to think that it will 
cost you any less. 

Financial experts tell us that 
when you can see prices rising 
month by month, inflation is al-
ready irreversible and out of con-
trol . . . and they tell us that infla-
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tion ends only in a severe depres-
sion. 

But you don't need financial ex-
perts to tell you about the direct 
effect of inflation: it steals your 
earning power . . . and at the same 
time puts you into a higher tax 
bracket. 

Now, regardless of whether you 
believe that government ought to 
be bigger or smaller, regardless of 
whether you believe that govern-
ment ought to have more control 
over your lives or less . . . contin-
ued inflation and continued tax in-
creases result in a larger propor-
tion of the economy being put 
under government control. And as 
the percentage of the gross nation-
al product under government con-
trol increases, the percentage of 
the GNP available to the private 
sector decreases. This means de-
creasing funds available to com-
panies with which to sustain them-
selves (and you) and therefore 
shrinking funds with which to sus-
tain the economy. 

I believe that this situation will 
quickly lead us into a crisis of com-
petence . . . a situation in which it 
will become absolutely mandatory 
for each and every employee at 
every level of the company to per-
form as effectively and efficiently 
as possible. 

And, as we hire more and more 
people with less and less entering 
competence to handle more sophis-
ticated jobs . . . this crisis of com-
petence will become even more se-
vere. 

Some companies are already re-
sponding. Several corporations are 
moving to cut their surplus staff 
. . . are moving to eliminate those 
who do not contribute directly . . . 
or effectively . . . to the success of 
the corporation. And in California, 
one small company recently fired 
40 per cent of its marginally useful 
staff . . . and reports being more 
productive than ever before. 

The implications of a crisis of 
competence to the training estab-
lishment are clear. We will have to 
make even better use of every 
shrinking dollar than ever before if 
we are to be perceived as assets to 
our organizations rather than as 
liabilities. We no longer will be 
able to afford the luxury of courses 

that operate at anything less than 
the state of the instructional art. 
We no longer will be able to afford 
the luxury of teaching trainees 
what they already know, or of in-
sisting that they all remain in 
training for the same period of 
time . . . whether or not they are 
competent. We no longer will be 
able to afford the luxury of ne-
glecting to find out whether they 
are competent. We no longer will 
be able to afford the luxury of 
teaching our favorite subject, even 
though that subject is irrelevant to 
the needs of our trainees and our 
organizations. 

And somehow we will have to 
help our managements to discover 
that they no longer can afford the 
luxury of demanding training 
when it is clear that training has 
nothing to do with the solution of 
their problems. 

I think that we can do much to 
avert this impending crisis of com-
petence. We have the tools, and 
we are getting results. We know 
how to train people better and in 
many instances faster than they 
were ever trained before. We 
know how to tightly gear that 
training to needs of our companies, 
and we know how to find out whe-
ther that training is effective. The 
question is whether we can put 
aside our preferences, our hobbies 
and our biases and rise to the chal-
lenge of serving our employers and 
our trainees when the chips are 
down. 

We know how. Whether we 
have the wiU is up to you! 
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